Purpose -The objective of this paper is to compare the management style of marketing managers in Australia with the counterparts in the People's Republic of China (PRC). Design/methodology/approach -Based on the differences in cultural dimensions and context, five hypotheses related to management decision-making styles were developed and tested by questionnaire survey. Sixty seven valid Australia samples and 104 valid Chinese samples were obtained through mail survey and personal interviews, respectively. Findings -Results show that PRC managers have significantly higher scores in the five management style dimensions (namely: information utilization, complexity, group decision-making, risk acceptance and technology orientation) than their Australian counterparts. Research limitations/implications -The research is limited by the small sample size. The findings may be limited by measurement equivalence issues and further investigation of management style differences across more countries is clearly needed. Practical implications -The findings of this study provide useful insights into the differences in the management style of marketing managers in the two countries. It is possible to predict management style differences based on a comparison of cultural differences in a systematic way. Originality/value -This paper contributes to the literature in international marketing and management. It is imperative for managers to understand how cultures affect the management style of the managers they interact with as well as their own. The study serves as a guideline for studying other cultures, which is especially relevant for companies that are seeking to expand their strategic alliance operations.
Introduction
Owing to the rapid globalisation of the world's economy and the cultural diversification of many countries, there has been considerable interest in whether the attitudes, behaviour, management style and values of managers are different across cultures and nations (Adler, 1983; Hofstede, 2001; Husted et al., 1996; Trompenaars, 1994; Robertson, 2000; Tse et al., 1988) . The knowledge in those cross-cultural differences has practical importance for managers and executives to understand, to address and to meet with their counterparts in their foreign and home working environments. Indeed, an understanding of how cultural differences affect decision-making is important to a firm's external operation. It can be used to predict strategic moves and responses of competitors and hence to design effective competitive strategies. It has implications for the successful development and implementation of strategic alliances.
At present, there is no universally effective management style. System 4, an approach prescribed by Likert and his colleagues regarding what organizations should strive to become, was based on the theory that participative management rather than autocratic management is the most productive in any culture (Likert and Likert, 1976) . Today, one theory is that management styles reflect cultural differences and what matters is that a style is compatible with the culture in which it operates. Research has shown that despite differences in management systems in different cultures, when management practices in the work unit are congruent with the national culture productivity remained the same and performance is higher (e.g. Morris and Pavett, 1992; Newman and Nollen, 1996) . These studies provide added support to those that have found home cultures to have a significant and predictable effect on the decision-making styles of managers.
This study aims to explore managerial differences between managers in Australia and People's Republic of China (PRC), two countries with different cultural values, and with different degrees of cultural homogeneity. The research focuses on marketing managers because of their significant involvement in international business operations. Australia has an extreme high score of individualism based on the studies of Hofstede (2001) on cultural dimensions. In contrast, PRC is found to be rather low in individualism and very high in collectivism (Cheung and Chow, 1999; Hofstede, 2001) . Both countries are members of Asia Pacific Economic Conference (APEC), and they have significant commercial and non-commercial relationship within the Asia-Pacific region. Australia tends to be relatively culturally heterogeneous and the PRC is relatively culturally homogeneous. In this paper, a number of hypotheses are formulated regarding the differences in management style between marketing managers of Australia and PRC.
The major contribution of this study is twofold. First, this study investigates the management style difference between two vastly different cultures or nations. Second, it provides practical insights to marketing managers and other executives who are dealing with their counterparts in Australia and PRC. Moreover, managers from these two countries can understand better their differences and build on their similarities, which is necessary in the formation of strategic alliances.
The next section of this paper covers the conceptual framework and hypotheses development, followed by the methodology and the results of the study. The final section will focus on the implications and limitations of the study.
Management style and research hypotheses
Management style is defined as "a recurring set of characteristics that are associated with the decisional process of the firm or individual managers" (Tull and Albaum, 1971; Albaum et al., 1995) . This definition is similar to what Abramson et al. (1993) have defined as cognitive style: "consistent modes of thought that introduce systematic preferences for particular kinds of information that are used in the problem-solving process". Previous studies have shown that management values are significantly affected by five cultural dimensions (Hofstede, 2001) . Cultural dimensions of individualism, uncertainty avoidance, masculinity, power distance and long-term orientation were shown to have a significant relationship with managerial values and decision-making (Birnbaum-More et al., 1995; Hofstede, 2001; Robertson, 2000; Westwood and Posner, 1997) . Previous research has shown that Australia has characteristics of high individualism, medium uncertainty avoidance, high masculinity, low to medium power distance, and low long-term orientation. On the other hand, PRC was found to have characteristics of low individualism, low uncertainty avoidance, high masculinity, high power distance, and high long-term orientation (Hofstede, 2001; Westwood and Posner, 1997) . In the specific comparison of culture dimensions by Hofstede (2001) , a great contrast in the index scores is found between Australia and PRC: individualism (90 vs 20); uncertainty avoidance (51 vs 30); masculinity (61 vs 66); power distance (36 vs 80); long-term orientation (31 vs 118). In short, Australia shows a greater level of individualism and uncertainty avoidance than PRC. In contrast, PRC shows a greater levels in masculinity, power distance and long-term orientation than Australia. Tse et al. (1988) compared the PRC, Hong Kong and Canadian managers in choice, decisiveness, and risk adjustment in simulated international marketing situations. Their study examined how the managers' home culture significantly affects their decision-making in risky situations. Differences in decision-making styles were most pronounced between Canadian managers adopting a western orientation (individual initiative and utilitarian values) and the group from PRC that was influenced by the Confucian perspective of societal well-being and committee submission to leaders. Managers from Hong Kong were found to be between the Canadian decision-makers and those from PRC with respect to decision-making styles. The results were attributed to Hong Kong's cultural mix of eastern and western ideas.
In a study of top managers' perceptions of the differences between Japanese and Korean management styles, Lee et al. (2000) conceptualized that a national management style would be influenced by two attributes of a country -national culture and level of development. This model led to hypothesizing the following.
(1) As Korean firms grow larger (Growth), the Korean management system will converge to the Japanese management system. (2) As Korean firms become internationalized (Internationalization), the Korean management system will converge to the Japanese management system.
Findings indicate that both Growth and Internationalization of Korean firms are driving forces for convergence of management styles, but Internationalization has a stronger impact than Growth. Previous studies also show that managers of high individualistic countries such as the United States, Australia, Canada and United Kingdom usually favour a democratic or participative style of management. On the other hand, managers of low individualistic countries like PRC, Hong Kong and Taiwan would favor an autocratic style of management (Birnbaum-More et al., 1995; Westwood and Posner, 1997) . Instead of focusing on the autocratic and participative types of management, IMR 22,1 the present study is based on the management style framework conceptualized by Albaum and Herche (1999) who have compared management styles of marketing managers within five European countries. Albaum et al. (1995) also compared the management styles of marketing decision makers in the United States and New Zealand. The framework mainly focuses on the management style of marketing managers who evaluate and use information frequently in their decision-making. In the present study, management style is conceptualized as consisting of multiple dimensions, including information utilization, complexity, group decision-making, risk acceptance, and technology orientation.
Information utilization
Information utilization refers to the degree to which managers use information, either quantitative or qualitative, in their decision-making. As indicated by Hall and Hall (1990) , there are two different temporal styles -monochronic styles and polychronic styles. Monochronic or abstractive cultures focus on one thing at a time, separating their activities in both time and space. Importance is placed on schedules, tasks, and procedures. They use rational decision rules to deal with problems; they take time schedules seriously thus limiting the time devoted to the development of relationships. By contrast, polychronic or associative cultures focus on several things at a time. Importance is placed on people and relationships and the completion of transactions instead of a rigid adherence to preset schedules (Vinton, 1992) . Managers are deeply involved with their employees and customers and feel that they need to know them well to serve them well. Information exchange as a result, occurs in a high context environment where participants implicitly understand information.
In polychronic cultures, people utilize associations among events that may not have much logical basis whereas in monochronic cultures, cause-effect relationship is dominant. A strong commitment to time schedules supports a predisposition towards deliberate planning over improvisation (Michael, 1997) . The emphasis on cause and effect relationships and abstractive thinking go hand-in-hand with rational rather than intuitive empiricism. North Americans, Anglo and Germanic cultures are considered to be monochronic in nature while Asians, Arabs and Mediterraneans are considered polychronic in nature (Hall and Hall, 1990) .
Furthermore, Nakata and Sivakumar (2001) denote that collectivism may promote information sharing and the use of market intelligence. Previous research also shows that greater levels of interdepartmental harmony, which is positively associated with collectivism, have been linked with the increase in the utilization of market information (Maltz and Kohli, 1996) . Based on the study of Hofstede (2001), PRC managers have a low score in individualism (20) while Australian managers have a high score in individualism (90). Since PRC managers live in a collectivistic and high context culture, the degree of information utilization would be higher than that of Australian managers who live in an individualistic and low context culture. We therefore hypothesize:
H1. PRC managers have a higher degree of information utilization than Australian managers.
Complexity
Some managers tend to incorporate many variables (complex) into their decision-making while other managers tend to consider only a few (simple). Decision makers employing fewer variables in their analyses must develop skills to identify key dimensions of a problem in order to simplify the task. Those comfortable with more complex tasks will typically seek additional variables to add to their conceptual models. This management style is also attributed to the two temporal styles (i.e. monochronic and polychronic styles) as described by Hall and Hall (1990) . Under the rationale that PRC is under a higher context culture than Australia, we hypothesize: H2. The extent of complexity in decision-making is greater for managers in PRC than in Australia.
Group decision-making
This dimension refers to whether a manager tends to make decisions by unilaterally or seek the views and opinions of others. It has direct bearing on how risk is shared in a given decision. As responsibility for decision-making is spread out among a number of managers, the individual risk assumed by any one particular person is reduced, a phenomenon known as "risky shift". A centralized management style or group decision-making would be preferred in situations with a potentially risky decision and forecasting is difficult. Obviously, this decision style is influenced by the cultural dimensions of individualism-collectivism. In terms of decision-making, individualistic cultures tend to have a certain independence of thought and action and a reduced propensity to share information compared to more collectivist cultures (Earley, 1989) . Accordingly, Australian managers (high individualistic) would relatively practice less group decision-making than PRC managers (low individualistic). Another cultural dimension that would affect the extent of group decision-making is power distance. Power distance is defined as the degree of inequality among people, which the population of a country considers to be normal. This can range from relatively equal (small) power distance to extremely unequal (large power distance). Although all societies are to some extent unequal, some are more unequal than others. In low power distance countries, superiors and subordinates regard each other as equal in terms of rights and representation. On the contrary, in high power distance countries, inequality and managerial hierarchies within the organization are accepted. In these cultures, the laws and rules for superiors are different from those for subordinates, making it difficult to implement such policies as participative management. In these societies, superiors are expected to make decisions autocratically and subordinates are generally afraid and unwilling to disagree with their superiors (Hofstede, 2001 ). According to Hofstede (2001) , PRC is found to have a high power distance score (80) and Australia has a low power distance score (36). However, Chinese people largely have been influenced by the Maoist values exerted by their former leader Mao Tse-tung, who emphasized collectivism and group work (Birnbaum-More et al., 1995) . Although PRC managers are expected to be autocratic, the prevailing culture still favours group work and group decision-making. Thus, it is hypothesized that:
H3. Group decision-making is practiced more often by managers in PRC than in Australia.
Risk acceptance
This dimension refers to the extent to which management is willing to accept risk when choosing among alternative courses of action. The risk averse manager will tend IMR 22,1 to protect against the worst happening whereas the risk-accepting manager will look to the positive aspects of a decision. This decision style intuitively relates to the culture dimension of uncertainty avoidance. Uncertainty avoidance is defined as the degree to which people in a country prefer structured situations where there are clear rules as to how one should behave over unstructured situations (Hofstede, 1991) . In countries which score low on uncertainty avoidance, people tend to be more relaxed and easy going whereas those in countries that are high in uncertainty avoidance tend to be more nervous and anxious. The former tends to be more flexible and tends to be curious about what is different. The latter tends to be more rigid and feels that anything different is dangerous. In countries that score high in uncertainty avoidance, people are threatened by uncertainty. They then seek to avoid risks and to adopt or create mechanisms to reduce risks. One mechanism for reducing risk in decision-making is to gather and use more information in evaluating alternative courses of action. Based on the study of Hofstede (2001), the relative scores of uncertainty avoidance of Australia and PRC are found to be medium (51) and low (30), respectively. A lower score of uncertainty avoidance refers to a higher level of risk acceptance for managers. Thus, we hypothesize as follows:
H4. PRC managers have a higher degree of risk acceptance than Australian managers.
Technology orientation
The orientation of a manager influences the setting of priorities on types of decisions to be made. Managers with a behavioural focus are primarily concerned with market-oriented factors in decision-making while managers with a technological perspective view product-related decisions as being more important. Managers with a higher technology orientation would focus on the use of sophisticated technologies in new product development and the use of technical knowledge to meet the needs of users or customers. In countries where uncertainty avoidance is high, there would be a feeling of "what is different is dangerous" (Hofstede, 1991, p. 119) . People are resistant to change from established patterns or existing technologies and focus on risk avoidance and reduction. On the contrary, in low uncertainty avoidance countries, there would be a feeling of "what is different is curious" and worth exploring. New technologies and technical knowledge are more risky, and their performance and use are more ambiguous than existing or currently adopted technologies. Managers in countries characterized by low levels of uncertainty avoidance would tend to be more technologically oriented in decision-making than managers in countries characterized by high levels of uncertainty avoidance. Since PRC has a lower score in uncertainty avoidance than Australia, we therefore hypothesize that: H5. PRC managers have a higher degree of technology orientation than Australian managers.
Research methodology
Sample Surveys of marketing managers in Australia and PRC were conducted to obtain the data necessary for testing the five hypotheses. Data collection in Australia was by a A comparative study mail survey using a commercially-supplied mailing list for the Sydney metropolitan area, the largest in the country. A total of 517 questionnaires were mailed to marketing managers working as vice-presidents, general managers, sales managers, brand or product managers. Fifty eight were returned due to wrong addresses. The total number of completed, usable questionnaires returned was 67, representing a response rate of about 14.6 percent of those received. The PRC data were obtained by personal interviews with marketing managers in Shanghai. Judgmental sampling was used so that the respondent profiles could be similar to the Australian sample (Malhotra et al., 1996) . In short, the PRC samples were selected based on the demographic characteristics (age, gender and education) of the obtained Australian sample.
Interviews were held with 120 managers. After screening, 104 questionnaires were found usable. Thus, responses from the combined sample of 171 respondents were available for analysis. A profile of both sample groups is shown in Table I . The Australian and PRC respondent groups are quite similar in average age and average length of residence in the country, and in the distributions of gender and education. Both sample groups have a relatively high percentage of respondents with university education although the Australian group shows a greater percentage of managers with a postgraduate degree. There are differences in the types of business and size of firms (number of employees) surveyed which reflect the business firm structures in these two countries.
Measurement
The questionnaire was originally written in English, and this version was used for data collection in Australia. Translation and back-translation were used to prepare a Chinese-language version for data collection in the PRC. The back-translation was done by a bilingual faculty member from a university in Shanghai. The questionnaire was further examined by another bilingual faculty member in Shanghai to make sure the wordings and terms were comparable and of local dialect to respondents in PRC (Brislin et al., 1973) . The major variables, and the items used to measure each, are shown in Table II . Respondents were asked to respond to five-point bipolar scales which measured both behaviour and attitudes. The behaviour measures were statements requesting a response to reflect the extent to which each item characterized a respondent's behaviour (1 ¼ not at all; 5 ¼ very well). The attitude measures were bipolar Likert scales (1 ¼ strongly disagree; 5 ¼ strongly agree). The questionnaire and scales used to measure management style were developed based on the work of Albaum et al. (1995) and Albaum and Herche (1999) . A total of 20 items were used in the measurement.
Responses to the 20 items were factor analysed. After elimination of double-loading and non-loading items and applying the traditional eigenvalue greater than 1 criterion for retention of factors, five factors or dimensions of management style were identified for both Australian and PRC samples, as shown in Table II . These five factors were retained for further analysis. About 67.1 percent (Australia) and 60.1 percent (PRC) of the variation among the resulting 16 variables was explained by these five dimensions. The first factor identified was information utilization, followed by complexity, group decision-making, risk acceptance, and technology orientation. Apparently, there is a similarity in the factor pattern across the two countries.
Internal consistency reliability analysis was done using coefficient a. These results are presented in Table III . In this study, all but one of the coefficient a values for the five management style dimensions identified in both countries were between 0.54 and 0.83. These levels are considered as being satisfactory for cross-cultural analysis with multifaceted measurement. A number of previous cross-cultural studies showed a low to moderate reliability, even with a values between 0.40 and 0.70 (Triandis et al., 1995; Hui, 1988) . In general, a values were slightly higher for Australian respondents than for PRC respondents.
Results
Australian and PRC respondents were compared on the five management style dimensions, which were derived by determining the average individual scale score of the items underlying each dimension. The corresponding mean scores are shown in Table IV . PRC respondents are found to have significantly higher scores than the Australian respondents for the five dimensions. Correlations among the management style variables for Australian samples and PRC samples are shown in Tables V and VI,  respectively. Following the procedures of multiple group analysis described by Bagozzi and Yi (1988) , a test of equality of covariances of the management style model across the two cultural groups was performed using AMOS 4.0 with maximum likelihood as the estimation method (Arbuckle and Wothke, 1999) . The non-significance of chi-square value ðx 2 ¼ 2:708; p ¼ 0:240Þ indicated that the hypothesis of invariance or equality could not be rejected and thus cross-cultural invariance was found. Furthermore, the (Bollen, 1989; Hair et al., 1998) . In general, the results support all of the hypotheses. As expected, PRC managers ðM ¼ 3:89Þ were found to have a higher degree of information utilization than 
Conclusions and implications
The primary goal of this study was to compare the management style dimensions of Australian and PRC marketing managers based on the framework of Albaum and Herche (1999) . The findings show that Australian and PRC managers are significantly different in terms of the five decision-making or managerial style dimensions covered in this study. This study has revealed some interesting managerial styles that quite reflect the significant impact of information technology, the computer, the internet and other technologies on the world and business organizations today. Managers in both countries are found to use information and technology extensively in their decision-making. As compared with Australian managers, PRC managers are found to score higher in information utilization, complexity, group decision-making, risk acceptance, and technology orientation. The results of this study provide support for the hypotheses (H1 to H5) that are mainly developed from the monochronic/polychronic dimension and Hofstede's cultural dimensions. In fact, the findings can be attributed to the differences in cultural values and cultural context as described earlier in the hypotheses development section of this paper. As expected, PRC managers are found to have a higher degree of risk acceptance than Australian managers. Aside from the proposition that a high risk acceptance is related to a low uncertainty avoidance, this phenomenon may also be explained by the fact that PRC people have been undergoing for more than 20 years of economic and cultural reforms which may have contributed to the recent entrepreneurship of the Chinese people in Mainland China. As a result, more and more PRC managers are willing to take risk, thus a higher risk acceptance level among the PRC managers is found.
Knowledge of cultural variations in management can make international managers more effective when dealing with customers, suppliers, subordinates, colleagues and negotiation partners in foreign countries. It may also help decision makers react better to any ethical, political, social or economic issues that arise and may influence the success of their company in its international operations. The empirical findings of this study provide useful insights into the differences in the management styles of marketing managers in these two countries.
The findings are valuable with respect to the recent entry of the PRC into the World Trade Organization (WTO) under a permanent normal trade relations status, as this signals increased proactive activity by Chinese companies in the global economy.
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In addition to looking at the differences in the management style, international managers can also consider the similarity in business and managerial orientation of their counterparts. The advance of the global economy and of international consumer capitalism is facilitated by people who can share a common business subculture, values and management styles.
The support obtained from the empirical results for all the hypotheses of this study seems to indicate that it is possible to predict management style differences based on cultural differences in a systematic way. If further studies will support this trend, then it is imperative for managers to understand how cultures affect the management style of the managers they interact with as well as their own. This idea is supported by the relatively recent study of young managers in five cultures by Mellahi (2001) who concluded that values differ across cultures and nations, but cautioned that values are dynamic and results of any study should be viewed as values at one point in time. Such understanding will contribute to a more harmonious relationship among managers from different cultures and the development of appropriate management styles.
Future cross-cultural studies of this nature should have a larger sample, and ideally the sample units should be matched and appropriate tests for non-response bias should be conducted. More precise measurements of the management style dimensions, monochronic/polychronic dimension and Hofstede's cultural dimensions should be developed. Notwithstanding the limitations of this study, it would be inappropriate to generalize the PRC results to other Asia-Pacific countries, although similar cultural values are shared among the Chinese populations of the Asian countries in the region, if not the Chinese populations throughout the world. Further investigation of decision-making differences across more countries is clearly needed. In fact, the findings of this study may be limited by measurement equivalence issues (Steenkamp and Baumgartner, 1998; van de Vijver and Leung, 1997) .
Although this study has been limited to two cultures, albeit they are quite different cultures, the findings are not necessarily limited to these two countries. The general underlying concepts about differences and the need to understand any differences hold. What will differ in studies of other cultures will be the actual numerical values of any variables or management style dimensions that are being measured. Consequently, the present study has value as a guideline for studying other cultures, which is especially relevant for companies that are seeking to expand their strategic alliance operations.
